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WHY YOU SHOULD OR SHOULD NOT READ THIS
When the leader of an organization decides to have meetings several unintended side effects can occur.


-People complain that there are too many meetings or too few.

-They are too long.


-Not always effective.


-Participants do not have the desired behavior.

If any of these symptoms are familiar, read on!
TYPES OF MEETINGS
Over the years, it seems as if management meetings in my clients vacillate between having too many often unproductive meetings or too little meetings and people start to lose their touch and focus. Consider having four types of executive meetings. You may not need every single one and you may not need them on the exact schedule and format described.  Use them as a starter pack to design what fits your team and your organization perfectly.  The key is keeping different types of agendas in different meetings.  When they are mixed together-for instance long term and short term topics, one type of agenda-short term in this case dominates the other.
Daily Check-In Meeting.  Purpose is to coordinate the day.  Share daily activities, schedules and who on the team you need to meet with during the day. They are stand up and last no longer than five to ten minutes. 

If there is an in-depth meeting or discussions or decision that need to be addressed, those are arranged for another time during the day or right after the check-in meeting, but they don’t occur in this meeting.  The keys to success are to keep it administrative and to never cancel so that everybody can depend on the coordination.

Weekly Tactical Meeting.  These are half an hour and an hour and a half long.  Purpose is to review weekly activities and key performance indicators.  This is really powerful is you are trying to aggressively and strongly manage your business before it gets off track by tracking and  managing as it begins to veer off track. If you were aiming a rocket at the moon and made small incremental, fine-tuning adjustments early on in the voyage and continued doing those, you could hit the moon.  But if you waited until you were 100 miles away from landing on the moon before you made any adjustments, you might be so far off to the right or the left that you couldn’t make that sharp a turn.  So the idea here is to review performance early on and make adjustments and solve problems so you reach your goals…..always.
This means that you have to have goals set and have these converted into daily and weekly measurable quantities.  It’s a powerful way to manage and not let things slip by.  If you wait until the end of the month to manage the month, you can’t manage the month because the month is over.  If you wait until the second or third or fourth quarter of the year before you start really paying attention to the fact that revenues are down or costs are up, you have very little time left to correct.

That’s why the first week of the month and the first quarter of the year are always the most important.  So the key to success in Weekly Tactical Meetings is not setting the agenda until you have a very quick initial reporting of goals, actual performance on them, and identification of significant gaps.  Now the meeting focuses at least 70% of its time on addressing any gaps.  You have to be very careful not to get involved in strategic discussions or gaps that are not significant.
The third kind of meeting is a Monthly Strategy Meeting.  It could be every six to eight weeks. It’s a two- to four-hour meeting where you discuss, analyze, brainstorm, and decide upon critical Opporthreats.  What’s threatening the business in the environment, competition, and potential improvements that you might respond in driving long-term success?  This includes ongoing strategic thinking followed by strategic planning followed by strategic budgeting and strategic talent discussions.
When you have these monthly strategic meetings, it is much less likely that you will be faced with not having a budget done on time at the beginning of the New Year or having to take off a special retreat to do all your strategy planning at once.  This regular strategic meeting encourages your team to think strategically all the time, not just once a year.
The key success factors in such a meeting are to only focus on one or two topics at a meeting and do research and preparation before the meeting so you don’t walk in cold.  And then to engage in serious, respectful conflict exploring differences to push your team’s learning and understanding.  Both Good To Great and Execution are good, recent books to guide this process of strategy formulation.
The next kind of meeting is a Quarterly Off-Site Review and action-planning meeting.  This might be one to two days, and it’s to review the competitive landscape, industry trends, key people, and team development.  Also to look at any intractable gaps between goals and performance that your weekly tactical meetings haven’t been able to grapple with.

The purpose is to drive the operational performance of the organization, not to create new strategies or to look long term.  Keys to success?  Get away from work, but focus on work and limit social activities—not too much golf and swimming.  And don’t over structure this just to fill the structure.  You need to get used to exploring these gap problems and thinking of new ways that you might address and close them.  REX has two resources in this area.  The first is the management briefing: Review and Action Planning Meetings.  The second is a power point that I think many of you have seen in a round table, called, Managing by the Numbers, which takes a very hardnosed view about how to use numbers to set goals, identify performance and gaps, and then really drive to manage those hard.  This is based on the view of Harold Geneen {noted for building one of the world’s first conglomerate businesses} that if you have some goals, and you’re not achieving them, then you’re simply not a manager.

The last type of meeting is a Getting Better Meeting.  These are quite distinct from all the other meetings we’ve talked about so far, which are largely about driving the organization forward operationally or strategically. Getting Better Meetings focus on stepping out of the box or helicoptering up above the normal way we do things to explore improvements, surface unidentified elephants in the room and address long standing intractable problems.   Strategy thinking overlaps with getting better meeting, and it could be collapsed into a getting team meeting, but we find over thirty years in as many industries that strategy takes precedence over getting better the this latter agenda tends to disappear. Getting better meetings are about addressing problems and identifying opportunities to improve that would be missed in the normal running and operation of your organization.  REX has helpful guidelines on how to run such meetings if you need them.
And lastly, thanks to Patrick Lencioni who formulated a good deal of the above types of meetings in his resources for Overcoming The Five Dysfunctions Of A Team.
MEETING GUIDELINES
1-Purpose for each type of meeting is spelled out and posted in the meeting room.  The Purpose of the Quarterly Review meeting is to review performance against goals, identify significant gaps and problem solve as a team on how to close negative gaps.  We lower goals only as a last resort.
3-Illegal Topics on the agenda.  Post this right under the purpose.  For example, The Quarterly Review Meeting does not address day to day operational issues or strategy.
4-Agenda.  There is a process for creating the agenda in advance and distributing it to participants.  There is also a way to add to the agenda in the meeting.  Adding estimated times for each topic is very helpful.  Allow time for presenting the issue and then discussing and resolving it.  Finally, the agenda should always be tested for being On Purpose and not containing or drifting on to Illegal Topics.
4-Behavioral Guidelines are identified that make your organization’s meetings most effective.  These are specific.  One hundred percent commitment is expected. They generally apply to all meetings and relationships at work.

-Start and end on time. Don’t wait, or you establish lateness as the norm not starting on time. The first time is hardest… but they’ll catch on
-Electronics on stun, no phone calls unless you step out.  And if you are out more than five minutes, we will call a break until you are finished.
-Irreverent telling of the truth, the whole truth.  All the information given proactively, transparently and up front.  Along with an aggressive search for the truth without blaming and disrespectful behavior towards others.  If they experience it as disrespectful, it is and it cuts off the learning and communication.  Get over this or get off being a manager or team member.
-Stay on the subject.  Any one must interrupt to guide the discussion back on track.  Do not let it wander.

-Limit information giving presentations to say 15 minutes maximum and that may be too much.  Send it out in advance, everyone on the team can read if you write it well.

-Participation is crucial.  Call on quiet people for their input and listen.  Avoid interrupting as a regular pattern. No one should speak longer than 5-10 minutes before involving others.  This is neither a sermon nor a lecture; it is a management team.  

-Listen to each other.  Stop preparing your rebuttal. Speak one at a time.
-Trust and safety enable constructive interaction and learning to occur.  Committing to make your meetings a safe space is a foundation of productive meetings. Elements of Safe Space:

-Tell your truth and your experience.


-Make “I” statements vs. ‘You’ or ‘They’ statements.


-Distinguish DATA from MEANING


-Confidentiality about what is shared, until all agree to share it.


-Awareness of your impact on others esp. the impact of your tone of voice and non verbal behavior.
-Embrace constructive conflict. Peter Drucker said constructive conflict is the purpose of the executive team, because it enables the members and the team to learn from one another.  Leave persuasion to the sales people and debating to the politicians.
-Evaluate your meetings.  Simply ask what helped this meeting? What hindered this meeting?  When you become brave, ask Who helped this meeting and how? Who hindered this meeting and how? A longer evaluation is in the appendix.  Every ongoing team should read The Five Dysfunctions Of A Team by Patrick Lencioni and use the team analysis at his web site to deepen the team’s performance and ability to deliver results.
5-Meeting Process describes desirable or expected ways that the participants run the meeting and address the issues. For example:

-Decisions: how are they made?  The boss? Consensus? Vote?  See Democraship on the REX Web Site www.REXonline.org until we open the new one at www.REXRoundtables.com  for more about this.

-Problems: how are they solved?  When your team has been trained in a management problem solving process, you will make better decisions faster with less animosity.  For a start read chapters 5-7 in Responsible Managers Get Results by Will Phillips, Gerry Faust and Dick Lyles.  Available from REX $24.  You do not always have to follow each step, but you better know which one you left out and why.

-Facilitation of the meeting.  Who does this? Have they any training? Skills? Or have you assumed the leader is not only a born facilitator, but can do this well while pushing his or her own agenda?  Local workshops are often available.  These are best when the participants actually facilitate and get feedback.
6-Managing Time. Someone can manage the time.  It usually works better if this person is also not trying to run the meeting.  They insure that:


-Each agenda item has a time.

-Timer announces when half the time is gone and when five minutes remains.


-You can down load a free timer if you Google Cool Timer.


-You may announce ‘another fine minutes’…..ONCE!

-Then you say “Time is up! Let’s put it in the holding pen.”

-The First Time Is Hardest… But they’ll Catch On

-If the pressure is way too much and people demand more time ask


 ‘Where do we take the time from on the agenda, OR is everyone able and willing to extend this meeting?’
6-Accountability and Follow Up can be nurtured by keeping a running list for each meeting or the following choices:


Decisions Made: Who is champion, Desired Results, Expected by When? 


Assignments Made: Who is champion, Desired Results, Expected by When?

Unaddressed Issues: Description and priority if set.
Decisions and Assignments are not removed from the list until the desired result is obtained.

Unaddressed Issues are not removed until they turn into Decision or Assignments or the team agrees unanimously to discard the issue and not attend to it.
7-Odds and Ends:
-Put A Front Desk Bell in the middle of the meeting table for anyone to ring when the agreed upon above guidelines are not being followed.  Ringing the bell reminds everyone of their good intentions and commitments
-Meeting Structure.  Use a three part meeting. Warm Up: say hello, update one another of work and life

Successes, goals and challenges, review and refine the agenda and schedule.
In the Body of the meeting address the issues.

In the Cool Down at the end of the meeting, review decisions, assignments and unaddressed issues.

Then confirm or set future dates and times to meet.  Finally, evaluate the meeting.  
-Sunset Law applies to all meetings.  Every twelve months all meetings are reviewed and either cancelled, redesigned or fine tuned.  Without a sunset law meetings collect like garbage and litter the management landscape.

Meeting Evaluation From REX®                   Name:
Check the box that most clearly represents your perception of this meeting. 
Feel free to add comments on the back to clarify your responses.

 SA = Strongly Agree; A = Agree; U = Uncertain; D = Disagree; SD = Strongly Disagree

	1
	The agenda of this meeting is clear and relevant.
	SA
	A
	U
	D
	SD

	2
	The people needed to address the agenda were present.
	SA
	A
	U
	D
	SD

	3
	I was appropriately informed of the meeting’s time and place.
	SA
	A
	U
	D
	SD

	4
	Appropriate material to read was sent in advance.
	SA
	A
	U
	D
	SD

	5
	People come to this meeting well prepared.
	SA
	A
	U
	D
	SD

	6
	Issues of concern to me get on the agenda.
	SA
	A
	U
	D
	SD

	7
	We deal constructively with the issues.
	SA
	A
	U
	D
	SD

	8
	We consider the impact of this team’s work on others.
	SA
	A
	U
	D
	SD

	9
	I understand the rationale for decisions made in this meeting.
	SA
	A
	U
	D
	SD

	10
	Responsibilities and deadlines are clearly decided and assigned.
	SA
	A
	U
	D
	SD

	11
	Decisions from this meeting are well implemented.
	SA
	A
	U
	D
	SD

	12
	People are held accountable for decisions and assignments.
	SA
	A
	U
	D
	SD

	13
	The results of these meetings are well communicated to others.
	SA
	A
	U
	D
	SD

	14
	The meeting was well structured; beginning, middle, and end.
	SA
	A
	U
	D
	SD

	15
	The meeting started and ended on time.
	SA
	A
	U
	D
	SD

	16
	The meeting stayed on agenda and did not drift or bog down.
	SA
	A
	U
	D
	SD

	17
	Overall this team is operating very well.
	SA
	A
	U
	D
	SD

	18
	We have honest and constructive dialogue in this meeting.
	SA
	A
	U
	D
	SD

	19
	This meeting was a model of our desired culture.
	SA
	A
	U
	D
	SD

	20
	We meet often enough and for the right length of time.
	SA
	A
	U
	D
	SD

	21
	This evaluation is used to improve our meetings.
	SA
	A
	U
	D
	SD


We Have To Stop Meeting Like This:


Designing Executive Team Meetings
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